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yExtracurricular aictivities cire vitally important to 
the life of students, the school itself, and the community. However, 
they can be expensive. These activities should be studied so that 
their role and importance are knovn and cost analyses should be 
conducted. The interested parties must be involved in the analyses 
and in implementing any changes that are made. (Author/HLF) 
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Budgetary constraints are affecting schools throughout the country, but the effects 
on programs are different In each district, and even on different schools within 
a district. The solutions will also differ, but possible «g?proaohes to the problem 
are what we hope to present here. In some schools, the problem is not so much sur- 
viving in the extra-curricular areas, but In finding ways to keep academic classes 
which have very small registrations j many of the suggested ^preaches can be applied 
to this problem too. 

First, let us consider what are usually called the extra-curricular areas. Ath- 
letics whether team or »lndividual« sportsj publications school newspaper, 

literary art magazine, yearbooks, department magazires/newslettersj dramatic 
productions and variety shows| music - related activities: band, orchestic, choras, 
concerts. The Student Government and its activities are, for the most part, extra- 
curricular. This means clubs, cheerleaders, marching teams, dances, facullgr-student 
games, and G.O. sponsored activities such as visits to hospitals, nursing hones, 
toy collections, G.O. store, and a host of other projects. Senior activities are 
often extra-curricular and so also are honor societies, student peer tutoring and 
organized college visits. This is not, by any means, an all-inclusive list. 

It is axio:-'r^tic that nothing is fi-ee, but a;Ll Imown costs must be studied before 
prograns are changed. When it comes to an analysis of the costs of extra-curri- 
CTilar activities, probably the most apparent is additional financial congjensation 
for regular and extra personnel: coaches, athletlcrrofficials, advisors' fees, but 
also payment for extra hours for grounds keepers, locker room attendants, custodial 
workers. Whether personnel are adults or students, if they are paid, tfeat is a 
cost which must be known. There are also fees such as those for memberships in 
athletic leagues and scholastic press associations. Tnere is also the cost of: 
equipment such as balls, posts, narlcers, instruments and the cost of repairing and 
maintaining equipment. Uniforms cost money and there are thoir laundsy/repair/ 

maintenance costs* TOwels whether cloth or pnpr^r riuat ho corgidGvcd and 

if non-disposable towels are used, thare ea-o laimdvy cQuts. Tr. rsspoiiiation costs 

drivers and gasoline especially nust bo a31o'.'/:d Tor. Iii V\q case of publica- 
tions, printing costs are the major cost if i:atcrial is sent out} if it is lii-house 
pr^'nting, then paper, the machines, ink and staff tlrao are ijivolved. The cost of 
postage can be a major problem for publications wishing to exchange with others, 
\r.tt 1t affects other extra-curricular activities too. Publicity costs money, 
•..I.'--!.:- ,r It's pesters or paid advertising. Tickets and programs have costs. Kember- 
!^h'o ■ 'r-H, .. .urds, and trophies are part and parcel of many activities; sometimes 
1 ...l.-i.^' '.a-c' ixre paid for by the members, through feesj in some communities stu- 
ml-j cvo >fc Lr.ropoc.ed to be asked to pay for anything so the costs fall to the 
school. K'rnliy," ono needs to remember the costs of building use: heat, electricity, 
t';lcj;io,-io itLx v.*.c3, cjocurlty. These have in the past been more or less ignored. 
How thoy ni'.-' ' oig v..iG:tlonod — - and charged for. 

When decisiona liave to be r.-'.de, tlie facts are basic, but the decision-makers or, more . 
properly, the advicci^s to the decision-makers are essential too. Different points 
of view are esGCntial Tor fact-finding and for weighing all factors. The most fre- 
quently involved ai-e the e/J ■ •rds trators of the district or school and staff mem- 
bers both those dii-ectly involved in extra-curricular activities and those \iho 

are not. Representative strdonts ere vital, for if changes are made without their 
involvement there can be misunderstanding and resentment. Parents need Inpnti 
this is usually through the Parent-Teachers Association, but if there are growpa . 
such as "Football Fathers" they should be Included. In some schools, or for some 
activities, input frora the community as a whole is very important. The dftcicion- • 
nia>era (advisers) have a dual i^le, of course. Not only do they help r:aI:o the 
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choices, but they also help explain changes and the reasons for them to theljp- Hcoar 
stltiftenta." 

Whether one program, or laany, ia laxder anaaysla, it Is necessary to consider tha 
program its^ and lAa: it exists* does it tavolve cogniUve, affective or .psychor 
SotS- learning? Dom it provide a social outlet? What paiposes. does it fJJ;*^- 
in the lUTe of the students, the school, the comnunity? How inportent is it to each 
CTOup? For eocample, the same basketball program has different meaning for the team 
me'abers and for the general public. Can the sHlls involved be lewned or used In 
other ways? The Interconnections of programs cannot be ignored, When decisions 
for change are being weighed, it is ijiiportant to keep 

rare that the choice is "keep as is" versus "eliiainate In its entirety! " toe range 
is more likely "keep, reduce, change, consolidate, lncoii>orate, rotate, eliminate. 
It is Inporiant that wbm changes are made, that specific changes be olearjJU l* is 
keep but reduce the cost, , then the areas of coat cut need to be clear an advance. 

let ua consider the possible sources of financial support which are available to_ _ 
one dosreo or another, first, there is the direct si^ort for the overgLL school 
budset and/or student activitios by the District Board of Education or by the State. 
' (Any grants from the State or Federal governments in the extra-curricular ax^ are 
ra-tt luililcGlyj pcsr-tutoring is one exception.) The next most likely 8t?>port source 
is* the Stud-~nt Govomnent. This is basically student dues. Many schools are find- 
ing this a weakening income source. Some activities are considered self-sppportlng 
or nearly soj Ticket sales' or subscription sales cover costs. Vttiether a^ costs 
are covered needs to ba studied, however, becaiise as 1 mentioned before, there are 
many expenses not always considered but which are part of a program. 

Then there is fund-raising, amateur or professional. This can be a minor matter 
of a one hour cake sale or can Involve a whole school or coinnunity, ^ake a great 
deal of time and, if successful, raise thousands of dollars. V.'e are familiar with 

the gamut of sales before school, during activity periods, at disiaissal: calces 

and cookies, pickles, :i contributed items for flea markots or white elephant tables, 
student- made craft and food items • usually the work of the a^rb and hoiae econonlcs 
and Industrial arts classes. Before any school or activity-sponsor beg^j^s any lund- 

* raising there should be clearly understood and enforceable regulations about 

what may be sold, where, when and where the money goes. A master calendar is a good 
idea so that conflicts will be avoided. Many schools do not j)ermit sales fund- 
raisinp of food items in the cafeteria. Everyone Involved needs to loiow in 

advance what costs come "off the top." Ibr ciiaploi are items contributed or, 

whether made In school or elseiAere, must the costs of the materials be paid for 
from whatever is raised? I recommend the syst&ra whereby all money fo-'^f^*®?' 
whatever In-school gi-oup, goes to tl^e G.O. (or whatever name given to the student 
povemip-ent in the school) and is later appropriated by the G.O. to the |XO^xpa need- 
ing funds with the basic understs-nduig that a grovp will always get/,gn appro- 
priation the aiiount which it haa raised • 

If the Pai-ents Association is the sponsor of fund raising, the money goes to tiiao, 
and they decide its use. 

\li are all avara of tlie nuny fuiid-raising organizations which have programs for 
elementary and secondary school fund raising. We have only .to walk through the 
Exhibit Hall at Rivergate to see that such fund-raising is much used. Among, the 
Items which are sold, with the school keeping a certain percentage of the money, 
are candy, cookies, magazines, stationery, candles, cosmetics, ball point peiis. 
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. ' . . « ■ ..... 
The quality of the goods varies as does the quality of the 'promotional packages' 
which are offered: lists, class envelopes, advance delivery of the item, prizes for 
high sellers. A sa3.es-fund raising effort can be a major project and affect a 
school's "image" in the community ~* for good or ill. I will return to that point 
shortly. 

There are also current projects whereby equipment, especially sports equipment, 
can be obtained by a school through proof of purchase of certain products. Some 
boards of education have prohibited schools from involving themselves in this as 
they feei it could be an apparent endorsement of a product or a pressuring for 
piarchases. 

Then there are various forms of direct appeal. The Board of Education may ask for 
funds, or oquipnent for programs} the school may appeal j advisors, coaches, depart- 
ment heads nay ask; Parents' Associations may write. The appeal may be very gen- . 
eral or directed to a certain group such as parents, local businesses, alumni, 
parents of team members, coismunity leaders. It may ask for money, donations of 
equipment — — specified or not, for sponsorship of a club or team (uniforms, for 
exasple , - • or transportation for a team to play at another school) or for public- - 
ity. A separate corporation of "Friends of -. may even be established) in " 

the latter situation there needs to be an awareness of possible conflict of inter- 
est. Iflien school groups appeal, as when they have sales, there needs to be author- 
ization, coordination, and accountability for funds ralsedi^^ 

What are^ some of the points to consider in any form of fund raisin*;? Pcrliaps the 
most obvious is, v;ho collects the money, when, and vrhere docs it go? l-Iany educators 
era rather unsophisticated about this, and leai^n the hard way that receipts and 
strict financial accounting must be bui-lt 5.nto pro£;r^L7rtS . The p!.y.^ical cccurity 
of the noney collect3d is iD5)oi*tant. Dogs it go into a safe? Ifnon? iJhore? liho 
comts the money and cross checks that receipt nur-bers tally when there is a pro- 
motional activity? Host of us have fc o^va of inv^t^T^ices in sone « other - scliool 
in vjliich goods vere ordered by a patron, the rioiiey collected by a £5tudo?it, but 
the goods not delivered by tlio student. It is en imfortunate fact of scaool life 
that a (^In^le instance of this kind can cast a shadow over a whole project. 

Bt.yond t})3 rrh^'M.rn'y if.vrjvie tha:*3 Ltro others. Is the fund raising project — — Major 
or nlnor - - • * nMitin.^l"^^ x.-Ir e? Does cvei^one know why there is a drive and v/here 
-!xe y )l .^j? V/ij ir^voritg^ j'stuclo-rts, aiid coiruivuiity members feel pressure to 
piiv ohnMG 'te.v; ■.\ch they really don't need, or can't even afford. Pressure of 
this tjpo can bo Celt, even v;]aen there was no such intention on the part of the 
sponsor. If tho coiraunity becomes aiitagonistic, the whole project becomes counter- 
productive, and future, .appeals are. jeopardized. _ Ar«- the tliajs inv^^ and the 
staff involvement ">.:v 'tb it in terms of the monetary return? '" As t mentioned before, 
does the school appear to be endorsing a particular product? 

Fund raising is one approach. With it, or in some cases instead of it, -is the cutting, 
of cos ^3. The first part of any cost cutting is cost consciousness . Earlier I . 
mentioned analysis of apparent and hidd'^n costs. T^oe awareness of these costs is 
essential for the administration, the advisers, ana T&ho' students. 

Hy colleague will present the waya in which extra**curricular programs can become 
co-curricular. That saves many costs especially in the area of extra coifqpensation 
but til ere are still expenses — — and expenses which can be cut. 

i 
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For exaE5)le," uniforms. Ate they needed? Can they be sljiiplified? Can parts be 
changed so that items of .ordinary stock 'clothing "are^ • Involved? Are new uni- 
forms needed as often? Can parts of the uniforms be 'made by classes In the school, 
as a valid educational project? Ihere is still a cost, of course. In materials 
and time. Can some be made at home, without being an ingjosition on the family? 

.'Ire there membership pins? Are they needed? Can they be obtained more cheaply 
elsewhere in their present style? ICould another style be cheaper and as effective? 
If students buy the pins,' parents may resent the costs, but have been reluctant 
to mention it. ' 

^ trophies and awards? Praise and recognition are very important for stu- 

dents,' parents, and the community, but the form may change. Bids can be sought 
to out costs, smaller trophies are possible, and appropriate pins or certificates 
can be considered. These can sometimes be printed in-house, or in another school 
in the area. 

Do ;.one or niore activities have separate telephone lines? Is the cost worth the 
convenience of making calls when the switchboard is not open? iSre all calls really ' 
business calls? Are telephone locks in place when the office is not used? Are 
all calls (or only non-local calls) logged as made? 

Publications can cut costs j fewer issues, fewer pages, ioore advertisements, photo- 
offset instead of "hot type," in-house printing, fewer color pages in magazines 
and yearbooks, elimination of printers' charges for corrections and other matters 
by strict adherence to deadlines and checking of eopy before it is sent. Getting 
bids from several printers is also worthwhile. Some high schools no longer have 
a p^er, but they have a page in a local newspaper instead. Some school papers, 
on the other hand, have become combination school and local papers and thereby 
increase revenue and circulation. As most of you are aware, the costs in scho- 
lastic newspaper printing are just about the same for 300 copies or 3,000 so that 
cutting the press run saves yer^ little monei"- if any. 

When activities beooraa co-ciu-riculej*, there may nead to be other cuts, especially ' 
±f only a relatively sniall nujiber of students are involved. A joumalisia class 
mifiht bo a coribJjied junior and senior grovqp, with students taking it for one year, 
or for t;.o yeai's bocausa topics and tasks would be rotated. This rotational/ 
r jriMnaW.on tschvrlquo can bo used also with creative vo-itlng, theatre arts, busi- 
1-033 bmchynrj'j .nnd in other areas. 

In Athletics, we aU know that some sports are "fall term" and some are "spring 
term." It may be that students in two "fall term" sports could be In the sane 
class, or one "fall term" sport will be offered eveiy other year, alternating with 
another. If that is done, intramural competition is still possible j if two or 
more schools can coordinate their course offerings. Inter-scholastic competition 
is still possible. 

In suiiimary, we need to rememberl that what we have called extra-curricular activi- 
ties are vitally Important to the life of students, the school itself, and the 
community. However, they can be expensive. That does not mean they should be 
eliminated. What it does mean is that they should be studied so that their role 
and importance are really known; they should be cost-analyzed. If changes are 
made, they should not be precipitate and may not need to be wholesalej the inter- 
ested parties must be involved In the analyses and in lE5)lementing the changes, 
host inport'Ccnt, naintaining extra-curricular activities in this era of austerity 
is possible, if done with thought. 
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